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FINAL PERFORMANCE PROGRESS REPORT

Project Title: Salva Tres Palmas Campaign
Organization: Surfrider Foundation

NOAA Award Number: FNAO6NMF4630105

Period Covered By Report: 10/1/2006-12/31/2008
Summary/Abstract

This project addressed a pressing need in Rincon, Puerto Rico, to protect the Elkhorn coral
reefs located in the Reserva Marina Tres Palmas, in the following ways:

6)

Through the continued multi-stakeholder process to develop a management plan for
the RMTP;

By conducting hands-on education and outreach activities targeted to the local
community and local and Commonwealth agencies to raise awareness and
understanding of coral reef ecosystems and to change behaviors that are harmful to
coral reefs; and

To survey users of the RMTP to advise aspects of its management.

Major Accomplishments, Outcomes and Results

Through this project, we accomplished the following results:

Completed the RMTP management plan using a collaborative, community-based
approach, which is now being used as a model in creating management plans for
other protected areas;

Gained approval of the management plan from the Comité Timon (Steering
Committee made up of local stakeholders representing local fishers, businesses,
community groups, Commonwealth agencies and academia);

Gained approval of the management plan by the Puerto Rico Department of Natural
Resources:

Gained approval of an Administrative Order from the Secretary of Natural Resources
to establish the marine reserves as a no-take area;

Coordinated the consideration of the management plan by the Puerto Rico Planning
Board (currently under consideration but expected to be approved)

Maintained a multi-stakeholder process when developing the plan;
Established partnerships with non-traditional allies throughout the community;

Increased the public’s involvement in decisions surrounding management of the
RMTP, indicating an increased awareness of the importance of the RMTP to the
community;

Completed and published RMTP user surveys;



e Built the capacity of CIEL and developed effective relationships with NOAA and the
Department of Natural Resources staff to establish a successful process for the
development of marine managed area management plans that is now being
replicated for other marine managed areas in Puerto Rico with NOAA Coral Reef
Conservation Program support.

Performance Measures

Listed below are the performance measures included in the project proposal, along with a
brief discussion of their status. This information is compiled from progress reports
submitted during the grant period.

Performance Measures - Project Objective 1:

1. Stickers produced and distributed (2000 stickers) (Month1):

The Coralino stickers were produced and widely distributed to raise awareness and
public support for coral reef conservation efforts. The sticker included the website URL
and can be seen throughout the community on cars and in local businesses. See
Appendix A.

2. Newsletters published: 4 quarterly “Coralino Informa” newsletters published and
1000 copies distributed through out Rincén and the outlying municipalities.
(Months 2,5, 8, 11):

We printed three Coralino Informas (See Appendices B.1, B.2 and B.3.) In addition,
we now have a regular column in a monthly local newsletter that is widely distributed
throughout the Municipality. We are using this as an extension and more widely read
version of Coralino Informa.

In addition, Coralino Informa updates have been sent weekly to our electronic
distribution list of close to 1000 addresses to inform the community about coral reef
conservation activities.

3. Website constructed. (Month 3)
The Coralino Informa website (http://www.surfrider.org/coralino/) is up, and

additional information is being added on an ongoing basis. (Note: we have recently
moved to using blogs as a more dynamic mechanism for raising community awareness.)

In addition, the Rincon campaign website was overhauled to feature the management
planning process as well as the plan and associated documents. The website is found
at: www.surfrider.org/rincon
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4. Brochures and poster of RMTP published and distributed in local businesses,
schools, hotels and via community outreach activities. (Month 5 printed, month 8-12
distributed)

The materials are complete with ongoing distribution. See Appendix C. Information on
the RMTP is also included in the Rincén tourist map.

In addition, all of these materials have been leveraged in our education and outreach
programs for our restoration/marine debris removal project funded by the Gulf of
Mexico Foundation and NOAA’s Community-based Marine Debris Prevention and Removal
Project.

5. Three Beach Clean Ups and one Siembra held (Months 3, 6,9,12)

Beach cleanups were held in December 2006, June 2007 and December 2007. The
Siembra was held May 19t, 2007. See Appendices D.1, D.2, and D.3.

In addition, because of Surfrider’s involvement in the local high school, students started
an environmental club. The club’s activities now include weekly beach cleanups. Also,
we partnered with Scuba Dogs on International Cleanup Day, September 15, 2007, in a
cleanup in Rincén.

6. Agency outreach presentation created, outreach conducted and summit held
(Presentation created Months 1-2, Outreach Month 3-9, Summit Month 10) -
Planning

Emphasis in fall of 2008 was placed on the approval of the RMTP management plan by
the Department of Natural and Environmental Resources (DNER) and establishment of
regulations to make the no-take provision of the marine reserve enforceable. When
trying to set up agency meetings to discuss best management practices for projects
adjacent to the marine reserve, it was determined that such meetings would be more
effective when the management plan was approved and the executive order was
established.

As of December 31, 2008, the draft presentation was completed. We modified the
outreach/meeting approach to focus more on local agencies and groups because we
were advised that these groups would be more likely to have impacts to the coral reefs.

We met with the following people one-on-one to discuss the threats to coral reefs from
sedimentation and marine debris and improving governance and practices to protect
coral reef health:

Anita Quintana: Municipality of Rincén Director of Tourism
Samuel Sanchez: Federal Programs Director

Eddie Gonzalez: Municipality of Rincon, Recreation Director
Manuel Gonzalez: Municipality of Rincon, Director Public Works

O O O O
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o Isreal Gonzalez: President of the Municipal Assembly (City Council)

o Carlos Ramos Scharron Ph.D.: Consultant, Island Resources Foundation and
University of Texas, Austin

o Geovani Soto: Agricultural Extension Service

Robert Matos: DNER Reserves and Refuges

Miguel Canals Silander, Physical Oceanographer: University of Hawaii,

currently at UPR-Mayaguez

Sergio Bosques, Engineer: Environmental Protection Agency

Fernando Silva Caraballo: Conservation and Education Institute

Carlos J. Carrero, Planner: CIEL

Lillian Ramirez Durand: Puerto Rico Sea Grant

Radames Rodriguez: Environmental Municipal Guard

Albert Morales: Mayoral candidate

Michelle Scharer: various meetings on coral reefs and potential transfer of

information to stakeholders.

O O

O O O O O O O

Finally, the summit was delayed to February 19th, 2009, which is outside of the time
period of this grant. The workshop was coordinated by Puerto Rico Sea Grant, CIEL
(Interdisciplinary Center for Coastal Studies) and the Surfrider Foundation. A
description of the workshop is attached as Appendix E.

7. Production of brochures and manuals on management practices, including initial
draft of Normas Practicas. (Creation months 1-12)

The agency summit with experts and stakeholders was held. The first version of
Normas Practicas was presented, discussed and reviewed. Comments were
incorporated in the updated version of Normas Practicas. In addition, the updated
presentation of Normas Practicas is attached as Appendix F.

Additional outreach activities:

® (Cuidad Tu Playas: http://www.surfrider.org/rincon/dec15_2006.asp

® Local Knowledge Survey: http://www.surfrider.org/rincon/dec31_2006.asp
e RMTP Birthday Party: http://www.surfrider.org/rincon/jan04_2007.asp

¢ Hay bale intervention: As a complement to Surfrider’s ongoing outreach and
education efforts about ways citizens can help protect coral reefs, Surfrider
volunteer Steve Tamar installed hay bales at the parking lot at Maria’s Beach to
demonstrate ways to reduce the amount of sediments reaching the ocean and its
reefs. The project was undertaken after the hill adjacent to the parking area was
graded and “cleaned” of vegetation resulting in a high-risk situation for
sedimentation. The site was also selected for this demonstration given the high level
of visitation to the area. During the effort, many onlookers were given a brief lesson
on the proper installation of the hay bales as well as other methods of controlling
sediments.
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® As part of educational activities surrounding our Gulf of Mexico-funded restoration
project, members of the project teamed with a local high school Environmental
Science class to do a Public Service Announcement (PSA) Project dealing with the
accumulated debris and the state of the Rincon shorefront. The students were
informed of the project and shown pictures of the work that was done in the Tres
Palmas Marine Reserve, as well as spirited talk from local fishermen on how their
everyday actions affect the health and future of the coastal communities for
everyone. The students then were given cameras and took pictures of the
accumulated tire piles at the Public Works yard. They then voted on the best photos
and worked on a message to be turned into posters and distributed throughout the
Rincon and Northwestern Puerto Rican communities. One student prepared a small
video highlighting the issue that was posted on the Surfrider website (see
http: //www.surfrider.org/blogger/2007/09/que-nos-paso-puerto-rico.asp).

Performance Measures - Project Objective 2:
1. Continued meetings with Steering Committee. (Months 1, 4, 8, 12)

The first two meetings were held on December 4, 2006 and February 2, 2007. See
Appendices G.1 and G.2. In this introductory phase we collected additional
suggestions and input from various user groups such as fishermen, dive-boat operators
etc. Subsequent meetings were held in June 2007 and December 2007. See
Appendices G.3 and G.4.

2. Development of an implementation plan to create self-sustaining management of
the RMTP. (By month 8)

After going through several revision and approval phases, the final version of the
management plan was submitted to the Department of Natural and Environmental
Resources (DNER) in June 2008. We were notified of the acceptance of the
management plan by DNER in July 2008. DNER made it clear that making the no-take
provision of the reserve to be enforceable would require the establishment of
regulations. We then began work with the Secretary of the Department of Natural
Resource to develop an Administrative Order to establish a regulation for the no-take
provision for the marine reserve.

We held a community meeting to review and explain the process for developing the
management plan, review the pending executive order and explain what will be
required for successful implementation of the plan. Immediately follow this meeting,
members of the Comité Timén (Steering Committee) and potential Junta de Manejo
(Management Board) members convened to discuss establishing a management board
to provide oversight to the marine reserve management plan and aid in the
implementation of the action plan. See Appendix H.
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The management plan mandates that a Management Board (Junta de Manejo) be
constituted to collaborate in the management of the reserve, jointly with the DNER. The
board must have members that represent different groups and interests related to the
reserve in Rincon, as well as DNER officials. The Secretary of DNER also approved an
Administrative Order prohibiting the collection of any marine organism, either living or
dead, in the area of the reserve. See Appendix J.

Finally, a website has been created to provide easy access to information relevant to the
management of the Reserva Marina Tres Palmas. The website can be found at
www.surfrider.org/rincon/rmtp managing.php and includes the following
information:
¢ The management plan
¢ The administrative order codifying the “no take” status of the marine
reserve
The law establishing the marine reserve
Information on the process for creating the management plan

3. Increased participation by DRNA/DNER & PR Sea Grant (Continuous)

In March of 2007, Manolo began meeting with DRNA staff to plan the process for
officially approving the RMTP management plan. As the plan neared completion in mid-
2008, we met with DNER to discuss the approval process for the management plan and
the need for final review of the plan. The action plan and the concept of developing the
Junta Manejo (local management board) were discussed with DNER. It was determined
that an Administrative Order must be approved to provide regulatory authority for no
take in the marine reserve (See above.) The plan was then submitted to DNER for
approval and approved. PR Sea Grant participated in the meeting with DNER and
published the management plan.

PR SeaGrant and CIEL took responsibility for publishing hard copies of the Reserva
Marina Tres Palmas management plan. In addition, PR SeaGrant, CIEL and Surfrider
worked together organize to a community meeting to review the development and
approval of the management plan. DNER staff participated in this public meeting. The
meeting was attended by diverse group of stakeholders, including fishermen, tourism
industry, environmental activists, business owners and Surfrider Foundation chapter
members.

PR SeaGrant and CIEL worked with us to plan, coordinate and hold the summit on the
impacts of sedimentation and marine debris and to develop a guide book to convey best
practices. DNER staff provided a presentation on the management plan, the
establishment of the management board and next steps in executing the action plan.
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Performance Measures - Project Objective 3:

Survey developed (Month 1)

Survey tested (Month 1)

Survey conducted (Months 2-5)

Survey data collected and assembled (Months 6-9)
Preliminary results published (Months 9-12)

SRR

We would like to respond to concerns presented by NOAA regarding the content of the
study. Please see below.

NOAA’s concern: “In particular, we are concerned about the study to identify the value of
recreational uses. In your original grant application you described the study as below:

Project Objective 3: Support a study to identify the value of recreational uses of
the surrounding reefs, including surfing, snorkeling, diving, beach use,
recreational and subsistence/ commercial fishing as well as other potential
non-use activities that depend on healthy coral reef ecosystems, including both
market and non-market values to help justify sound management approaches
and ensure effective decision making that will protect the reefs that sustain this
valuable recreational resource.

The report referenced in your progress report appears to be more a recreational use study
of Rincon, rather than a market and non-market value analysis. I hope you will be able to
address this in your final report.”

Our response: The Project Objective 3 paragraph above goes on to state the following
(emphasis added):

This study augments a research effort that has already begun. While we
understand that surfing is not a high priority for NOAA’s coral reef
conservation program, it is probably the most common recreational use of
coral reefs in Rincén and other coastal communities in western Puerto Rico.
Therefore, our request includes support for a qualitative beach use
survey study for beach going Puerto Ricans and dive tourists of the
surrounding reefs. This study will include snorkeling, diving, beach use as well
as other potential non-use activities. This study will complement the
socioeconomic evaluation of surfing and provide a more complete picture of
coastal and marine recreational activities in Rincén and in the RMTP.

Our original proposal included a request for a market and non-market study for surfing in
and around the marine reserve. The review process requested that we extend that study to
a broader set of coastal and marine recreational activities in Rincén. Given the limited
budget for this portion of the project ($5,000) and the request to broaden the survey
population, we intended to communicate that we would be doing a qualitative report on
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these activities, thus the highlighted language above. It is now clear that the 1stand 2nd
paragraph are somewhat in conflict and that may have caused confusion.

Nevertheless, the two products produced from this effort are valuable reports that have
significantly improved the understanding of recreational use in and around the marine
reserve and also how the tourism industry and their visitors who come to Rincén to enjoy
the natural resources behave.

This information will be valuable information for the future management of the marine
reserve. In addition, this information will be helpful in guiding future education and
outreach efforts regarding recreational use of the marine reserve.

The two reports are attached and are titled:

* A Preliminary Report on the Recreational Uses, and Perceptions of the Tourism
Industry in the Coastal Areas of Rincon, in North West Puerto Rico (See Appendix
K)

* Perceptions of the Hospitality Industry Related to Coastal Tourism in Rincén, in
Northwestern Puerto Rico (See Appendix L.)

Notes on Overall Project Progress:

Over the course of the grant period, we requested and were granted two no-cost extensions
on this project. In addition to completing the management plan for the RMTP, the
extensions allowed us to conduct agency outreach about the impacts of sedimentation and
construction on coral reefs; complete the RMTP recreational use study; and finish the
sustainable building practices outline.

The tasks were delayed due to an increased focus on the education and outreach on the
RMTP management plan using focus groups and our efforts to finalize the management
plan. Continued efforts to amend the management plan with strong community input and
involvement was deemed essential for the long-term success of managing the resources
within the marine reserve. This task was given priority over the ancillary tasks, which
were designed to support the plan.

Also, the additional time allowed for the recreation study to be completed through all of the
seasons so we can better understand the seasonal differences in uses of the reserve.

8) How the Information was Presented to Stakeholders

The Surfrider Foundation utilized many channels to present information to stakeholders
and incorporate our messaging into the fabric of the community. Over the last eight years,
we have been simultaneously implementing many interrelated projects, with the goal to
saturate our messaging in as many parts of the community as possible. These efforts range
from handing out stickers to intensive one-on-one dialogues about the management of the
marine reserve. We communicated our message and encouraged volunteer participation at
every single event we conducted.
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Specifically, the general outreach has included:

Distributing stickers, brochures and Coralino newsletters to business and hotels
throughout Rincon.

Publishing a monthly article about marine conservation, marine biology, marine
protected areas and the management of the Reserva Marina Tres Palmas in a local
periodical called “El Coqui”.

Holding monthly chapters meetings with expert guest speakers.

Conducting a weekly volunteer water quality monitoring program.

Developing an email distribution list of nearly 1,000 people.

Developing and updating our website with relevant information about our activities.
Developing two blogs on coral reef conservation and chapter activities.

Facilitating presentations from numerous visiting scientists and conservation
programs, such as SECORE.

Implementing programs within the junior high school and high school. These
programs included presentations, writing and hands-on art projects (including
public art such as mosaics and murals.)

Specific outreach for the development of the management plan has included:

9)

Numerous updates by the project facilitator, Dr. Manuel Valdes Pizzini, at chapter
meetings.

Updates at public events.

Numerous one-on-one meetings with stakeholder groups throughout the
community (see list in appendix of the management plan.)

Development of a management plan process that included many incremental
opportunities for public input via the Comité Timon, the public, agency
representatives, local businesses, and academics. The process is summarized in
Appendix M.

How the Project Contributed to Coral Reef Conservation

The outcomes of this project contributed to conservation of Rincon’s Elkhorn coral reefs in
the following ways:

Through our continued and extensive outreach and education, we have developed
broad awareness within the community about the special, unique and fragile coral
reefs found nearby. This awareness did not exist seven years ago, and the reefs are
now a source of community pride. One representation of this is the number of local
businesses who use the Reserva Marina Tres Palmas in their advertising. See the
report at Appendix L: Perceptions of the Hospitality Industry Related to Coastal
Tourism in Rincon, in Northwestern Puerto Rico.
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e The outreach and education activities in this project focused on the importance of
healthy coral reefs to the community, and they encouraged citizens to change
behaviors and support policies that reduce impacts to the reefs from pollution,
sedimentation, marine debris, over-harvesting, recreational uses and tourism.

e Establishment and DNER approval of the management plan sets the stage for the
day-to-day management of the RMTP to comply with and achieve the overall goals
and objectives for the reserve.

® (Gaining the Administrative Order from the Secretary of DNER established
regulatory authority for the no-take marine reserve.

¢ We have improved relations between DNER staff and the community, allowing for a
more collaborative approach to coral reef conservation.

¢ The survey identified current activities, as well as other potential non-use activities,
that depend on healthy coral reef ecosystems. Results of the survey will inform
sound management approaches and ensure effective decision making to protect the
reefs that sustain this valuable recreational resource.

e We built the capacity of CIEL and developed effective relationships with NOAA and
the Department of Natural Resources staff, in a successful process that is now being
replicated for other marine managed areas in Puerto Rico.

e We facilitated the formation of a community-based Management Committee to
provide oversight of and community involvement in the implementation of the
RMTP management plan.

e We set the stage to establish a permanently-funded DNER staff person to manage
the reserve.

10) Recommendations on Possible Future Actions to Advance Project Outcomes

The activities supported by this funding, along with prior funding and other community
projects, have set the stage for successful management and conservation of Elkhorn coral
reefs in Rincon, Puerto Rico. The community and stakeholders have gained appreciation
for the coral reefs, the threats to them and the need for management. The management
plan has been developed and a collaborative relationship between DNER and the
community has been established.

After eight years of heavy investment in the Salva Tres Palmas campaign, the Surfrider
Foundation is scaling back our efforts in Rincén. The next major step for successful
conservation of the coral reefs in Rincén is the establishment of a fulltime DNER
management official to oversee the execution of the RMTP management plan. Continued
support from NOAA for DNER as well as local projects through funding, technical support
and continued capacity building, will be paramount to ensuring continued successful
management and protection of coral reefs in the Reserva Marina Tres Palmas into the
future.
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A final and important note, it should be recognized that the work accomplished through
this grant was made possible by significant financial and in-kind support from the Surfrider
Foundation and CIEL. The Surfrider Foundation subsidized the salaries, equipment,
communications and travel budgets for 1.25 staff members, and CIEL’s team dedicated far
more hours to the project than they were contracted for. As the budget narrative states,
the total project costs were estimated at minimum $178,000. In reality, costs were
probably closer to $250,000. This is relevant to ensure that NOAA understands the true
costs of accomplishing the goals of this project.
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